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PACER  LEAN 
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•  Analyzes  Inventory  Levels  for  the  Shop  Service  Center 

SHOP  PRO 

•  Identifies  Constraints 
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PACER  LEAN 
“VIZ”  TOOLS 
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CONTRACT  REPAIR  ENHANCEMENT 

PROGRAM  (CREP) 
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CREP  PROCESS 
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AIRCRAFT  REPAIR  ENHANCEMENT 
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COMMERCIAL  VRS  DEPOT 
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Less  Resources  Tied  Up  in  PDM 
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AGILE  LOGISTICS  OBJECTIVES 


Define  FY2005  Workforce  End  State 
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AGILE  LOGISTICS  OBJECTIVES 
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♦  Inaccurate  forecasts  of  future  requirements 

♦  Lack  of  timely  performance  metrics 

♦  Cultural  resistance  to  change 


•  •  • 


r  > 
B  H. 

ft' 

2  e 

CL  p 


p  rn 
Cl 


>-d  p 

H  P 
p  O 

OQ  < 


S  B 

p  cd 


C/3  W 

P  p 


Q. , 

|T  H** 


o  @ 

5d  < 

n 

H  H-  o 

S’  go 

<  o 

2  CD  CL 

O  ft 
»-i  P  O 

^  r-f 

£L  xt 

S  B- 

CD  >-i 


029 


Proliferate  Lessons  Learned  Throughout  DOD 
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Logistics  ISX  Objectives 


-»  Minimal  logistics  footprint  in  forward  areas 
-»  Tailored  combat  support  packages 


031 


Linkage  to  Joint  Vision  2010 
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♦  Complete  asset  visibility  via  JTAV 

♦  Real-time  logistics  decision  support 
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Proposed  Approach 
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JCS  View 


FYOO:  Extrapolation  of  CRP/Demo  Results 


Milestones 


Log  ISX  Value  to  the  Warfighter 
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Competitive  Sourcing  Panel 
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Definitions 


Source:  KPMG  Global  .Supply  Chain  Study,  Jan  98.  Prepared  in  conjunction  with  J.L.  Kellogg 
Graduate  School  of  Management,  Northwestern  University 
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Survey  Data 


Training 

Technical  Services 
Public-Private  Partnerships 
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Opportunities 


The  authority  is  available;  direction  to  implement  is 

» 

needed. 
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Public-Private  Partnerships  (PPV) 


and  Technological  Excellence  (CITE)  authority  for 
win-win  business  arrangements 
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Issues 


Defense  Logistics  Agency 
October,  1998 

i  * 

12/2/98  'Maintenance:  Today's  Challenges— Tomorrow's  Vision" 
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Logistics 


12/2/98  “Maintenance:  Today's  Challenges— Tomorrow's  Vision 
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12/2/96  "Maintenance:  Today's  Challenges— Tomorrow's  Vision1 


o  M 
«-•*  o 


© 

o 


<t> 

© 


© 

X* 

a 


ft)  <T 
3  0) 


m  =• 

O  £/) 

2  I1 

x  3 

■o  © 
o  a 

—  3 

T 

<D  3 

Q)  © 

2.  1 
n  i 

ft)  — 

o  o 
3  g 

I  | 

St  o 

©  " 3.- 

3.  T3 

O  © 

iir,  =3 

o  o 

3 

1  8 

2  0 

3 

©  =* 

3  u 

*9  © 

3  © 

••  O  iV:  : 

ffW  :  :  : : ' ; 

; ' : 

0)  :'  ••• 

<Qb 

■  M  mm 

Ip 


is 
©  © 

is  •  •  © 

©  «; 

&'<ft 

c 

l| 

3 .3: 

m§m 

*<  3 

» :® 

Q.  ■  .•*: 

^  in 

•:3  » 


pf" 


>«  < 
5  o 


O 

S 

3 

TJ 


c  *n 

50  ? 
«<  c  3. 
=*  C/>  3 

(Q  (D  2, 

3  ^ 

3-  ®  © 

sfi.  s  © 

O  T3  _ 
3  - f  O 

8  5 


©..x» 

X  N 

3S 

N  O 


3 

S' 

(D 


W  31 
e;  © 
2.  © 

©  £. 

$  3i 


gw 

8& 

©  T? 


S’ 

0) 

T3 

O 

(0 

Q. 


3 

CD 

(/) 

0) 


Defense  Reform  Initiative  Mandates 

Clianae 


12/2/98  "Maintenance:  Today's  Challenges— Tomorrow's  Vision 


Basic  Process  Used  Successfully  a 


12/2/98  "Maintenance:  Today's  Challenges— Tomorrow's  vision' 
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12/2/98  'Maintenance:  Today's  Challenges— Tomorrow's  Vision1 
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Maintenance:  Today's  Challenges— Tomorrow's  Vision 
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Logistics  Cost  Baseline 


12/2/98  "Maintenance:  Today's  Challenges— Tomorrow's  Vision 
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The  Transformed  Logistics 
System  —  Needs/ Objective 


12/2/98  "Maintenance:  Today's  Challenges— Tomorrow's  Vision 
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Findings  in  Brief 


12/2/98  'Maintenance:  Today's  Challenges— Tomorrow's  Vision 
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Issue  1  —  CINC  Pull  -  Findings 


"Maintenance:  Today's  Chaltenfles-Tomorrow's  Vision'' 
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CINC  Pull  —  Recommendations 


champion 

mmercial  experience  shows  that  tools  and  practices 
ist  be  developed  together. 
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Issue  2  —  Logistics  Information 
Systems  and  Processes  -  Findings 


u/2/98  "Maintenance:  Today's  Challenges— Tomorrow's  Vision" 
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Appoint  a 


•  Decentralized  implementation  by  service  and  DLA 

Control  funding,  establish  metrics  and  monitor  performance 
of  the  Logistics  System  Transformation  transition  plan 
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^commendation:  Appoint  a  DOD 
Logistics  System  Architect  to: 
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Coping  With  A  Changing  Environment 
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The  Challenges  of  Focused  Logistics 


Force  Enhancement 
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Integrate  and  Improve  Interoperability 
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Information  Fusion 


•  Force  Closure 

•  Analysis  of  Courses  of  Action 

A  Common  Picture  of  Key  Logistical  and 
Operational  Information  on  a  Single  Computer 
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Enhance  Capabilities  Provided  by  Information  Systems 
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Automatic  Identification  Technology 


Integration  into  OPLANS,  CONPLANS  and 
Functional  Plans  as  part  of  the  1998  JSCAP 
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Maintenance  Operations  Beyond  2010 


Enhanced  Tele-Maintenance  Capabilities 


102 


103 


Focused  Logistics  -  Maintenance  Operations 
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Reducing  Logistics 
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DoD  Organic  DoD  Commercial  Private  Sector 


Mr.  Brian  Lewis  (Marconi):  DoD  contractor  experience  with 
improving  depot  process  times  and  supply  chain  management. 
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“The  Future  of  Defense  Maintenance  &  Support” 

2nd  Annual  DoD  Maintenance  Symposium 
James  C.  Restelli 

Vice  President  and  General  Manager,  Aerospace  Support 
The  Boeing  Company 

October  19,  1998 


Good  morning,  ladies  and  gentlemen.  I’m  delighted  to  be  here  with  you  this  morning. 


As  you  know,  the  theme  of  this  conference  is  “Maintenance:  Today’s 

Challenges. .  .Tomorrow’s  Vision”  Discussing  the  topics  of  vision  and  future,  much  less 

the  future  of  a  complex  subject  such  as  defense  maintenance,  is  obviously  influenced  by 

our  individual  experiences  and  views.  Nonetheless,  we  in  industry  and 

government. .  .even  the  leaders  of  this  country  and  the  world  as  a  whole. .  .must  confront 

tomorrow’s  challenges  today,  and  make  the  changes  which  will  decide  our  future,  in  this 

case,  the  future  of  maintenance  and  logistics  support. 

As  a  matter  of  coincidence,  a  few  weeks  ago  I  had  the  opportunity  to  be  part  the  second- 
annual  Logistics  Reform  Day  at  the  Pentagon.  The  forum  was  a  roundtable  discussion 
with  the  DoD’s  senior  logistics  commanders.  The  theme  of  the  roundtable  discussion  in 
the  Pentagon  was  “Seamless  Support  for  the  21st  Century  Warfighter.”  It  is  clear,  that 
roundtable  theme  and  the  topics  on  this  conference  agenda  are  totally  aligned. 

Those  of  us  who  participated  in  the  Pentagon  roundtable  were,  as  we  said,  in  “violent 
agreement”  that  we,  who  are  in  the  business  of  providing  products  and  services 
supporting  the  defense  needs  of  this  country,  have  one  mission: 

To  assure  we  provide  to  the  warfighters  who  depend  on 
us  everything  they  need,  when  they  need  it,  to  enable 
them  to  successfully  accomplish  their  mission. 

I  hope  all  of  you  here  today  are  equally  in  “violent  agreement”  that  that  is  our  mission! 

As  you  know  better  than  I,  effective,  efficient  maintenance  modification  and 
modernization  are  key  elements  of  an  integrated  approach  to  support  the  defense  needs  of 
this  country  and  those  of  our  allies.  Addressing  the  issues  of  cycle  time,  quality  and 
affordability  are  essential  to  supporting  the  warfighters’  mission. 
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The  future  of  logistics  support  must  be  addressed  in  the  context  of  reducing  customer 
cost  of  ownership ,  and  that  must  be  the  focus  of  this  conference.  I’d  like  to  spend  some 
time  this  morning  giving  you  my  views  on  how  we  achieve  that  future  and  what  I  believe 
we  need  to  do  to  get  there. 

Let  me  frame  my  comments  in  the  context  of  a  management  process  many  industry  and 
government  leaders  use  to  chart  a  course  for  organizational  change  and  growth.  There  are 
three  major  tenets: 

•  First,  we  must  understand  and  define  our  current  state; 

•  Then,  we  should  project  the  attributes  of  our  desired  future  state; 

•  And  finally,  we  must  define  the  key  actions  and  strategies  necessary  to  fill 
in  the  gaps  to  achieve  our  future  state. 

Let  me  start  by  offering  my  views  of  the  current  state  of  logistics  support.  The  industry 
•  and  government  infrastructures  engaged  in  providing  maintenance  and  logistics  support 
today  have  developed  over  the  last  75  to  80  years.  If  we  look  back  at  history  over  those 
decades  and  the  changes  related  to  aircraft  maintenance,  repair  and  overhaul,  we  are 
provided  some  insight  as  to  where  we  find  ourselves  today. 

Early  pilots  not  only  in  many  cases  built  and  flew,  but,  as  well  maintained,  repaired  and 
supported  their  own  aircraft,  even  if  it  meant  sleeping  under  the  wings.  With  the  advent 
of  commercial  air  travel  and  more  rigorous  operational  schedules,  airlines  established 
logistics  support  and  maintenance  capabilities  as  a  stand-alone  function. 

Then  came  World  War  II.  At  first,  the  military  was  desperate  for  all  the  help  they  could 
get  in  supporting  their  rapidly  growing  defense  fleets.  They  invited... in  reality  they 
commandeered. .  .the  support  services  of  the  private  sector  to  maintain  military  fleets. 

Later  on,  the  military  services  began  to  worry  that  private  contractors,  in  returning  to 
civilian  pursuits,  would  abandon  the  business  of  support  and  maintenance.  As  a  result,  the 
military  began  to  establish  infrastructures  of  their  own,  both  inside  and  outside  the  United 
States. 

To  some  extent,  the  concem-of  the  military  services  regarding  support  by  the  private 
sector  of  defense  products  is  well  founded.  Internal  to  our  industry,  our  infrastructure 
was,  and  in  many  cases  still  is,  focused  on  providing  weapon  systems  and  component 
product  sales,  not  the  business  of  providing  logistics  support  of  those  products  as  a 
business'. 
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In  my  view,  the  current  state  is  manifest  in  a  number  of  different  attributes  endemic  to 
our  industry: 

•  Support  of  products  has  been  viewed  by  some  as  a  “cost  of  doing 
business,”  rather  than  an  essential,  required  and  profitable  business 
opportunity; 

•  Organizational  infrastructures  exist  that  are  disproportionate  to  the  level  of 
support  they  are  required  to  serve; 

•  Support  organizations  are  largely  transaction  focused; 

•  Clearly  many  redundancies  remain  in  competencies  between  the  customer 
and  the  supplier. .  .public  and  private; 

•  In  many  ways,  the  result  of  these  attributes  are  large  stocks  of  spare  parts 
and  supply  inventories  sitting  in  multiple  warehouses  with  slow  inventory 
turns  and  long  lead  times  for  delivery;  and  finally, 

•  As  often  is  the  case,  the  parts  needed  are  not  the  parts  readily  available  in 
the  warehouse  or  the  supply  system! 

I  firmly  believe  a  clear  focus  on  our  common  support  mission  -  putting  in  the  hands  of 
the  warfighters  everything  they  need,  when  they  need  it  -  will  bring  all  of  us  in  both  the 
public  and  private  sectors  to  the  second  stage  of  my  management  process,  that  is  our 
desired  future  state.  Here  is  what  that  means  to  me.  The  future  state  will  be  founded  on 
attributes  such  as: 

•  Largely  commercially  based  support  systems  and  infrastructures  that  allow 
the  cost  efficiencies  inherent  in  peacetime  to  be  flexibly  deployed  to 
support  rapid  transition  and  surge  capability  when  our  warfighters  are 
called  upon; 

•  Prime  contractors  partnered  with  their  military  customers  as  well  as 
preeminent  suppliers  with  complimentary,  integrated  competencies; 

•  Fewer,  more  preeminent  suppliers  who  are  willing  to  invest  the 
brainpower  and  resources  on  behalf  of  the  support  mission  to  be 
preeminent  in  their  competency; 

•  Paperless,  electronic  supply  systems  that  take  advantage  of  the  seemingly 
unlimited  electronic  infrastructures  that  enable  boundless  communication; 

•  Support  requirements  dependably  delivered  anywhere  in  the  world  in  an 
extraordinarily  fast  system,  just-like  FedEx  and  UPS  do  today. 

•  Concepts  such  as  prime  vendor  support,  flexible  sustainment,  supply  chain 
management,  and  trigger-based  item  management  deployed  in  support  of 
all  essential  military  products; 

•  A  streamlined  acquisition  process  institutionalized  that  has  a  fundamental 
bias  for  ease  and  speed. 

•  A  cultural  change  evident  within  industry  such  that  innovative  business- 
based  solutions  to  customer  support  needs  exist  to  the  same  extent 
innovation  is  focused  on  cost-effective  development  of  complex  weapon 
systems. 
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•  And  lastly,  and  perhaps  the  result  of  those  preceding  elements  being 
brought  to  bear,  future  logistics  support  budget  levels  that  are  lowered  and 
thereby  evidence  we  have  in  fact  reduced  the  customer’s  cost  of 
ownership. 

Progress  is  being  made.  Events  like  this  one  show  that  our  industry  and  our  customers 
recognize  change  is  essential  to  reducing  cost  of  ownership.  But  if  we  look  honestly,  it’s 
clear  significant  gaps  remain  in  where  we  are  today  and  were  we  need  to  be. 

Again,  following  my  management  process  approach,  let  me  present  five  thoughts  as  to 
how  we  might  close  these  gaps. 

First,  culturally,  both  the  DoD  and  industry  must  recognize  we  need  to  be  in  this 
together.  Public/private  partnerships  are  powerful  tools.  They  allow  both  sides  to  better 
-  understand  each  other  through  closer  communication,  and  they  allow  innate  competencies 
on  both  sides  to  be  captured  so  public  and  private  organizations  become  complementary 
rather  than  redundant. 

When  Boeing  formed  a  partnership  with  Ogden  Air  Logistics  Center  earlier  this  year  to 
compete  for  the  McClellan  workload,  there  were  a  good  number  of  people  who  were 
skeptical  on  the  eventual  outcome.  Could  a  public/private  team  come  together  in  a 
relatively  short  period  of  time  to  first,  collectively  produce  a  winning  proposal  for  the 
competition,  and  then  put  the  planning  in  place  to  execute  effectively? 

In  the  process  of  doing  that,  we  learned  a  lot  about  each  other,  found  ways  to  capitalize 
on  our  unique  capabilities,  and  came  up  with  a  solution  that  offered  the  Air  Force  real 
cost  and  effectiveness  benefits.  In  fact,  the  Air  Force  estimates  taxpayers  will  save  $638  ■ 
million  over  the  nine-year  span  of  the  contact.  That’s  a  30  percent  reduction  in  the 
customer  cost  of  ownership! 

As  an  aside,  I  will  note  the  team  at  Ogden  found  out  how  hard  it  is  to  compete  and  how 
complex  and  incredibly  laborious  are  the  requirements  of  the  government  acquisition 
processes.  That  insight  alone  may  have  been  a  worthwhile  reason  for  our  partnership. 

Secondly,  we  need  to  continue  to  eliminate  redundancies.  On  both  the  DoD  and  industry 
sides,  we  need  to  find  the  overlaps  and  make  rational  decisions  on  where  the 
competencies  should  reside.  This  should  be  based  on  a  simple  criteria... the  competencies 
should  reside  with  the  provider  who  is  committed  to  preeminence  in  that  competency, 
and  is  committed  to  investing  the  brain  power  and  resources  necessary  given  the  core 
military  need!  Second  best  isn’t  good  enough! 
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This  redundancy  issue  is  one  that  applies  to  both  the  public  and  private  sector.  As  an  * 
example,  as  a  prime  system  contractor,  we  at  Boeing  have  traditionally  had  design  teams 
overseeing  suppliers  in  the  detailed  design  of  their  systems.  It  baffles  me  as  to  why  we 
believe  we  have  to  know  as  much  about  component  design  as  the  supplier  providing  the 
system.  We  are  now  dealing  with  those  redundancies  and  we  are  in  the  process  of 
collapsing  to  those  staffs  that  support  value-added  requirements. 

Our  infrastructures,  which  remain  today,  in  some  cases,  result  from  a  question  of  trust  or 
confidence  between  the  parties  and  a  willingness  to  “let  go.”  We  need  stronger,  slimmer, 
more  efficient  and  responsive  organizations  focused  on  value-added  benefit,  not  oversight 
for  oversight’s  sake. 

We  need  to  sort  out  our  roles  and  missions.  Our  suppliers  should  be  fewer,  but 
preeminent  in  what  they  do.  In  true  partnership  fashion,  we  must  work  together  to  deliver 
-  the  promised  end  product  to  the  customer,  with  the  quality  and  at  the  cost  we  promised. 

Through  our  preferred  supplier  program  at  Boeing,  we’ve  been  able  to  reduce  our  number 
of  suppliers  by  about  50  percent  by  partnering  with  preeminent  companies,  both  large  and 
small,  with  the  specific  competencies  our  customers  require.  As  well,  we  have  seen  a 
reduction  in  cost  to  our  customers  of  approximately  6  percent  per  year  in  real  terms  over 
the  last  four  years  as  a  result  of  focusing  on  improvements  with  suppliers,  rather  than 
investing  our  resources  maintaining  poor  performers. 

Third,  we  need  to  focus  on  systems,  processes,  skills  and  cost  infrastructures  aligned  to 
the  business  needs  of  supporting  products  and  services,  rather  than  maintaining  those 
which  are  primarily  focused  on  defining  and  producing  weapons  systems  and 
components. 

If  we  use  the  right  tools,  systems,  skilled  people,  processes  and  cost  infrastructures,  we  in 
industry  have  seen  incredible  cycle  time  and  cost  improvements.  In  our  Boeing  structural 
repair  business,  for  example,  we  assigned  a  dedicated  team  with  dedicated  tools  and 
processes,  and  a  rate  structure  tailored  to  the  “business”  of  repairing  and  modifying 
aircraft  structural  flight  control  surfaces. 

With  this  new  business  focus  on  an  area  that  was  once  viewed  as  a  necessary  but 
generally  undesired  customer-support  activity... not  a  business...  we  have  seen  turnaround 
times  slashed  by  a  factor  of  five  and  repair  costs  reduced  by  more  than  60  percent.  We  are 
looking  to  expand  our  product  repair  competency  to  other  products,  including  non¬ 
defense  opportunities. 

Fourth,  we  need  to  recognize  that  consolidating,  reducing  and  even  closing  operations, 
including  those  resulting  from  the  BRAC  process,  doesn’t  need  to  be  the  end  of  the 
world. 
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Today  a  substantial  business  is  being  built  in  Texas  in  a  former  Air  Force  facility.  Our 
Boeing  Aerospace  Support  Center  at  Kelly  Air  Force  Base  is  succeeding  because  it  was 
built  on  a  strong  business  plan  and  makes  good  business  sense.  We  have  taken  a 
tremendous  facility  with  a  skilled  work  force,  and  by  applying  many  tailored,  commercial 
processes,  we  are  creating  a  low-cost,  quick-response,  top-quality  maintenance  and 
modification  center  for  large,  missionized  aircraft. 

That  facility  is  dedicated  to  preeminence  and  we  have  taken  the  actions  required  to 
institutionalize  that  capability.  C-17s,  KC-lOs,  KC-135s  and  even  MD-10  passenger-to- 
freighter  conversions  will  all  benefit  from  that  preeminence!  The  revitalization  of  Kelly  is 
an  on-going  success  story  that  provides  a  future  for  thousands  of  people  who  only  several 
months  ago  believed  they  had  no  future. 

In  turn,  it’s  important  to  recognize  that  some  facilities  need  to  be  closed  down,  both 
..public  and  private.  We  cannot  continue  to  shelter  ourselves  from  making  hard  decisions 
with  the  hope  that  the  future  will  somehow  rationalize  today’s  infrastructure.  I  believe  in 
that  context,  the  future  is  today. 

Fifth  and  finally,  we  have  to  address  some  fundamental  issues  in  the  acquisition  and 
contracting  processes.  While  we  strive  toward  commercial  practices  and  contracting,  it 
clearly  is  not  as  innovative  as  it  should  be. 

Let  me  draw  a  contrast.  Through  a  joint  venture  between  Boeing  and  GKN  Westland 
Helicopters,  the  United  Kingdom  Ministry  of  Defense  is  acquiring  a  helicopter  training 
capability  for  its  Apache  helicopters.  The  joint  venture,  known  as  Aviation  Training 
International  Limited,  is  using  private  financing  to  develop  the  training  systems  and 
facilities. 

The  training  services  are  being  provided  to  the  MOD  under  a  commercial  business 
arrangement  based  on  a  pay-for-services  concept,  which  includes  a  20-year  guaranteed 
student  throughput  from  MoD.  We  as  the  training  provider  warrant  the  quality  of  the 
student  to  perform  the  required  mission. 

That  type  of  contracting  is  difficult  in  the  United  States  because  of  acquisition  regulations 
and  the  inability  of  the  services  to  make  long-term  commitments.  This  needs  to  change  if 
the  benefits  of  commercial  contracting  are  to  be  made  available  to  defense  contracting. 

That  having  been  said,  we  must  also  recognize  that  commercial  practices  are  not  always 
the  right  solution.  While  they  allow  more  flexibility,  and  may  have  the  perception  of 
being  faster,  better  and  cheaper,  commercial  practices  at  times  are  not  totally  structured 
for  meeting  defense  needs.  It  is  hard  for  industry  to  warrant  the  outcome  of  battle,  unlike 
commercial  airline  reliability.  So  we  need  to  carefully  tailor  commercial  approaches  to 
military  needs. 
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In  closing,  let  me  summarize  what  I  believe  are  the  keys  to  achieving  our  future  state: 

Both  industry  and  the  public  sector  must  be  prepared  to  go  out  of  some  businesses  as  we 
reduce  redundancies  and  focus  on  preeminent  competencies. 

We  need  to  institutionalize  the  mechanisms  that  make  possible  rational  public/private 
partnerships  enabling  the  easy  exchange  of  work  in  both  directions  to  take  advantage  of 
preeminent  competencies  on  both  sides. 

And  lastly,  we  need  to  take  the  message  to  Congress  that  doing  business  in  these  new 
ways  is  absolutely  required.  There  must  be  a  balance  between  maximizing  efficiencies 
and  reducing  logistics  support  costs,  and  the  political  objective  of  retaining  jobs. 

Is  change  underway?  Yes,  I  think  we  all  see  it.  We  have  a  long  way  to  go,  and  the  gaps 
are  deep  in  places.  But  I’m  confident  that  if  we  first  have  a  clear  focus  on  those  changes 
that  result  in  better,  faster,  cheaper  preeminent  maintenance  and  logistics  support...  and 
second,  have  the  resolve  to  make  the  hard  decisions  required  to  drive  those  changes,  we 
will  deal  with  today’s  challenges  and  move  to  a  future  state  of  logistics  support  founded 
on  industry  and  government  partnerships,  which  provide  timely,  cost-effective 
“seamless”  support,  thereby  enabling  fully  mission-capable  warfighters  in  the  21st 
century. 

That  must  be  the  mission  we  collectively  undertake  here  today! 

Thanks  very  much  for  listening.  I’ve  enjoyed  being  here  with  you  this  morning. 
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STOVE  PIPES  OF  I  AND  D  LEVEL  MAINTENANCE  ACTIVITIES  SIMA 


124 


Better  use  available  manpower 
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Increase  the  quantity  of  ship  wor 
accomplished  in  the  region  by 


>  Processes 
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ATTRITION 
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Industrial  Management  Information  Systems 
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Singling  up  Backshops 
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Facility  Management 
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>  SCHEDULE  ADHERENCE  -  On  time  completion  of  availabilities. 

i 

>  EARNED  VALUE  -  Compare  cost  to  perform  similar  work 
before/after. 
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Facility  Consolidation  Plan 
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Committees  are  appointed  to  address  issues  of  long-term  concern.  Each 
committee  will  manage  the  business  of  PHNSY  &  IMF  to  meet  the  specified 
objectives. 
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achieve  this  target) 

Target  3:  Schedule  Adherence: 
*100%  on-time  completion. 
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Full  time  Transition  Team 
Metrics 

j 

Facility  Consolidation  Plan 
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buppiy  partnership 
Workload 
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Accountability  of  Senior  Civilians 
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Productivity 


^Continuously  Revitalized  workforce 

Expand  the  Strategic  Plan  to  5  year  horizon 
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DEPOT  MAINTENANCE  SYMPOSIUM 
SENIOR  LOGISTICIANS  PANEL 
SCRIPT  FOR  MAJ  GEN  ZETTLER 

I  WOULD  LIKE  TO  ENTER  THESE  DISCUSSIONS  BY  SHARING  THREE  POINTS 
WITH  YOU  FROM  MY  PERSPECTIVE  AS  THE  AIR  FORCE  DIRECTOR  OF 
MAINTENANCE: 

•  THE  CRITICALITY  OF  MODERNIZING  INFORMATION  SYSTEMS  TO 
ACCOMPLISH  OUR  21st  CENTURY  MISSION  RESPONSIBILITIES 

•  PROVIDING  THE  LOWEST  COST  DEPOT  MAINTENANCE  TO  OUR  FORCES 

•  FACTORS  WE  SHOULD  CONTEMPLATE  IN  OUTSOURCING  UNIT  LEVEL 
MAINTENANCE  FUNCTIONS 

FIRST,  MODERNIZING  INFORMATION  SYSTEMS. 

THE  FY  1996-2001,  DEFENSE  PLANNING  GUIDANCE  STATED: 

“IN  ORDER  TO  SUPPORT  INCREASING  FUNCTIONAL  REQUIREMENTS  FOR 
INFORMATION  WHILE  IMPLEMENTING  OVERALL  REDUCTIONS  IN  THE  BUDGET, 
THE  DEPARTMENT  MUST  ACCELERATE  THE  PACE  AT  WHICH  IT  SELECTS  AND 
DEPLOYS  MIGRATION  SYSTEMS,  IDENTIFIES  STANDARD  DATA,  AND 
CONDUCTS  BUSINESS  PROCESS  REENGINEERING  ACROSS  ALL  FUNCTIONS.” 

IN  THE  MAINTENANCE  ARENA,  THE  AIR  FORCE  HAS  TAKEN  ON  THIS 
CHALLENGE  THROUGH  DEVELOPMENT  OF  THE  INTEGRATED  MAINTENANCE 
DATA  SYSTEM,  OR  IMDS.  IMDS  IS  AN  EVOLUTIONARY  DEVELOPMENT 
PROGRAM  THAT  WILL  PROVIDE  THE  AIR  FORCE  WITH  A  SINGLE  MAINTENANCE 

INFORMATION  SYSTEM,  REPLACING  OR  INTEGRATING  ALL-AND  MY  VISION  IS 
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ALL-EXISTING  MAINTENANCE  INFORMATION  SYSTEMS-FROM  THE 
FLIGHTLINE  THROUGH  THE  DEPOTS.  IMDS  WILL  NOT  ONLY  ALLOW  US  TO 
ELIMINATE  THE  NUMEROUS  LEGACY  SYSTEMS,  BUT  WILL  ALSO  PROVIDE  THE 
TECHNOLOGY  AND  ENVIRONMENT  TO  REENGINEER  THE  WAY  WE  DO 
BUSINESS,  SUCH  AS:  CREATING  A  PAPERLESS  ENVIRONMENT  AND 
ELIMINATING  THE  NUMEROUS  FORMS  CURRENTLY  REQUIRED; 
AUTOMATICALLY  COLLECTING  DATA,  THUS  ALLOWING  THE  MAINTAINER  TO 
BETTER  PROVIDE  SUPPORT  TO  OUR  COMBAT  FORCES;  ALLOW  DATA  ENTRY 
AT  THE  POINT  OF  MAINTENANCE,  THEREFORE,  INCREASING  DATA  ACCURACY 
AND  PREVENTING  REDUNDANT  DATA  ENTRY;  AND  AUTOMATICALLY 
SCHEDULING  INSPECTIONS,  TCTOs,  TIME  CHANGE  ITEMS,  ETC. 

IMDS  HAS  ALSO  BEEN  IDENTIFIED  AS  ONE  OF  OUR  LOGISTICS 
INFORMATION  SYSTEMS  THAT  WILL  FIT  UNDER  THE  GLOBAL  COMBAT 
SUPPORT  SYSTEM  UMBRELLA;  THUS  LEADING  TO  AN  INTEGRATED  LOGISTICS 
SYSTEM  RATHER  THAN  JUST  ANOTHER  STOVE-PIPED  MAINTENANCE  SYSTEM. 
AS  IMDS  IS  BEING  DEVELOPED,  WE  ARE  WORKING  WITH  THE  OTHER 
LOGISTICS  FUNCTIONAL  AREAS  TO  ENSURE  THEY  CAN  ALL  SHARE  AND 
EXCHANGE  INFORMATION.  FOR  EXAMPLE,  IMDS  WILL  PROVIDE  THE 
MAINTENANCE  TECHNICIAN  WITH  THE  CAPABILITY  TO  ORDER  PARTS  FROM 
FLIGHTLINE  AND  WHILE  TRANSPARENT  TO  THE  USER,  IMDS  WILL  BE 
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INTERFACING  WITH  THE  SUPPLY  SYSTEM  [EITHER  SBSS  OR  INTEGRATED 
LOGISTICS  SYSTEM-SUPPLY], 

WHILE  IMDS  HAS  MADE  IMMENSE  PROGRESS,  THERE  ARE  STILL 
NUMEROUS  MOUNTAINS  AND  CHALLENGES  THAT  WE  MUST  OVERCOME 
BEFORE  WE  CAN  DECLARE  VICTORY.  THE  FIRST  IS  REENGINEERING  THE 
PROCESSES.  REENGINEERING  AT  THE  BASE-LEVEL  IS  SLOWLY  UNDERWAY, 
BUT  IT  IS  A  MAJOR  CHALLENGE  STANDARDIZING  THE  PROCESSES  FROM 
COMMUNITIES  AS  DIVERSE  AS  THE  COMBAT  AIR  FORCES,  STRATEGIC  AIRLIFT, 
GUARD  AND  RESERVE  FORCES,  AND  SO  ON.  AN  EVEN  BIGGER  CHALLENGE  IS 
TO  REENGINEER  THE  DEPOT  MAINTENANCE  PROCESSES!  THE  AIR  FORCE 
HAS  NOT  YET  BEGUN  TO  GET  THEIR  ARMS  AROUND  THIS  MASSIVE  PROBLEM. 
OUR  DEPOTS  HAVE  A  UNFATHOMABLE  NUMBER  OF  LEGACY  INFORMATION 
SYSTEMS,  MANY  OF  WHICH  ARE  UNIQUE  AND  STOVE-PIPED. 

DESPITE  THESE  OBSTACLES,  WE  ARE  COMMITTED  TO  FIELDING  THE 
INITIAL  INCREMENT  OF  IMDS  AT  THE  END  OF  FY  00. 

WE  STILL  HAVE  MUCH  TO  ACCOMPLISH-IN  FACT  WE  ARE  REALLY  ONLY 
EMBRYONIC-BUT  WE  ARE  MAKING  PROGRESS  AND  WE  ARE  COMMITTED  TO 
MAKING  THIS  SYSTEM  A  SUCCESS-BECAUSE  IN  OUR  CURRENT 
ENVIRONMENT  AND  LEVELS  OF  ACTIVITY,  WE  CANT  CONTINUE  TO  MAINTAIN 
OUR  READINESS  WITHOUT  TOOLS  LIKE  IMDS. 
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ti  iPMiNin  TO  THF  £FCONn  AREA  OF  ADEPOT  STRATEGY.. 

MOST  ORGANIC  DEPOT  WORKLOAD  IS  ASSIGNED  BASED  ON  MISSION, 
COST  CONSIDERATIONS,  AND  OCCASIONALLY  EMOTIONS.  HOWEVER,  WE 
RETAIN  “CORE”  SUSTAINING  WORKLOADS  TO  ENSURE  RETENTION  OF  THOSE 
ORGANIC  CAPABILITIES  WE  DEEM  CRITICAL  TO  THE  CONDUCT  OF  OUR 
WARTIME  TASKINGS.  IN  RESPONSE  TO  INCREASINGLY  ROBUST  PRIVATE 
SECTOR  MAINTENANCE  SOURCES,  MORE  RELIABLE  WEAPON  SYSTEMS  AND 
DECREASED  FORCE  SIZE,  WE’VE  REDUCED  DEPOT  CORE  REQUIREMENTS  BY 
A  FOURTH  OVER  THE  PAST  3  YEARS.  IN  DETERMINING  THE  BEST  SOURCE 
FOR  NON-CORE  REQUIREMENTS,  I  AM  CONVINCED  THAT  PUBLIC  -  PRIVATE 
COMPETITION  WORKS.  FOR  THE  TWO  MAJOR  COMPETITIONS  WE’VE 
COMPLETED  THUS  FAR,  WE’RE  PROJECTING  AN  ANNUAL  SAVINGS  OF 
APPROXIMATELY  $800M  OVER  ~9  YEARS,  WHEN  COMPARED  TO  PROJECTED 
COSTS  FOR  THE  SAME  WORKLOAD  FOR  THE  SAME  PERIOD.  THESE 
SUCCESSES  SUGGEST  WE  SHOULD  CONTINUE  TO  EMPLOY  THESE 
COMPETITIONS  TO  WORKLOAD  ASSIGNMENTS  PAST  THE  CURRENT  ROUND 
OF  DEPOT  CLOSURES.  WE’VE  GONE  TO  EXTRAORDINARY  LENGTHS  TO 
LEVEL  THE  PLAYING  FIELD  AND  HAVE  ENFORCED  THE  RULES  IN  OUR 
COMPETITIONS  -  THERE  SHOULD  BE  NO  QUESTION  AT  THIS  POINT  AS  TO  THE 
INTEGRITY  OF  THE  PROCESS.  INDUSTRY  NEEDS  TO  STEP  UP  TO  THIS 
CHALLENGE  AND  ENTER  COMPETITIONS  WHERE  THEIR  CORE 
COMPETENCIES  AND  GOOD  BUSINESS  PRACTICES  WILL  YIELD  COMPETITIVE 
BIDS.  LIKEWISE,  I  FIRMLY  BELIEVE  THAT  THE  DEPOTS  SHOULD  BE  FORCED 
TO  RE-ENGINEER  THE  CORE  WORKLOAD  PROCESSES  TO  ACHIEVE  THE  SAME 
SAVINGS  ACHIEVED  IN  THE  COMPETITIONS.  THE  WINNER  FROM  ALL  THESE 
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ACTIVITIES  WILL  BE  NOT  ONLY  THOSE  ENTITIES  GAINING  THE  WORK,  BUT  THE 
AMERICAN  TAXPAYERS. 

FINALLY,  I’D  JUST  LIKE  TO  SAY  A  FEW  WORDS  ONOUTSOURCING  OF  FIELD 
LEVEL  MAINTENANCE.. 

WE  NEED  TO  CAREFULLY  SELECT  AND  EVALUATE  OUR  TARGETS  FOR 
OUTSOURCING  MAINTENANCE  FUNCTIONS  AT  THE  WING/UNIT/BASE  LEVEL-- 
EVERYTHING  IS  NOT  UP  FOR  GRABS!  CLEARLY  IN  OUR  PEACETIME  GARRISON 
ROLE,  AIRCRAFT  MAINTENANCE  APPEARS  TO  BE  A  LUCRATIVE  AREA  FOR 
COMPETITIVE  SOURCING.  HOWEVER-AND  IT  IS  A  BIG  HOWEVER--WITH  THE 
PULLBACK  FROM  OVERSEAS  BASES  AND  THE  EVOLUTION  TO  AN 
EXPEDITIONARY  FORCE,  A  CLEAN  LINE  OF  DEMARCATION  NO  LONGER  EXISTS 
BETWEEN  CRITICAL  AND  NON-CRITICAL  FUNCTIONS.  FOREMOST  IN  OUR 
MINDS  DURING  OUTSOURCING  DRILLS  SHOULD  BE  THE  FACT  THAT  OUR 
PEOPLE,  WHILE  EXTRAORDINARY  LOYAL  AND  DEDICATED  TO  THE  MISSION, 
HAVE  THEIR  LIMITS.  AS  CONUS  FUNCTIONS  BECOME  INCREASINGLY 
OUTSOURCED,  OUR  OVERSEAS  TASKING  FOR  THE  REMAINING  SPECIALISTS 
RAMPS  UP  SIGNIFICANTLY.  THE  RESULT:  OUR  FINE  AIRMAN,  SOLDIERS  AND 
SAILORS,  WHOM  WE’VE  SPENT  MEGABUCKS  TO  TRAIN  AND  WHO  PROVIDE 
THIS  COUNTRY  ITS  WARFIGHTING  EDGE,  ELECT  TO  GET  OUT.  WHY  SHOULD 
THEY  STAY?  THEY  CAN  WORK  FOR  A  CONTRACTOR  DOING  THE  SAME  JOB, 
WITH  FAR  GREATER  STABILITY,  USUALLY  WITH  GREATER  PAY  AND  BENEFITS. 
WE’VE  ALREADY  SEEN  THIS  EMERGE  AS  A  SIGNIFICANT  FACTOR  IN  REDUCED 
RE-ENLISTMENT  STATISTICS.  IT’S  CRITICAL  THAT  WE  PRESERVE  A  QUALITY 
OF  PROFESSIONAL  LIFE  FOR  OUR  MAINTAINERS  AND  NOT  SACRIFICE  IT  TO 
MEET  OUTSOURCING  TARGETS. 


SO,  WHY  IS  IT  CRITICAL?  BECAUSE  THERE’S  NO  GUARANTEE  THAT  THE 
NEXT  TIME  WE  NEED  THEM-REALLY  NEED  THEM-THE  CIRCUMSTANCES  WILL 
BE  NEAT  AND  CLEAN  AND  SHORT.  WE  NEED  THEM  AS  PART  OF  OUR  COMBAT 
FORCES.  WE  NEED  THEM  READY  TO  GO--NOT  READY  TO  HAVE  A  CONTRACT 
CHANGE-AND  WE  NEED  THEM  TO  DO  WHATEVER  TASK  IS  NEEDED  IN  THE 
THEATER-NOT  JUST  WHAT  THEY  ARE  ON  CONTRACT  FOR! 
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